
City San Francisco
3 1223 06460 2502

OFFICE OF THE CONTROLLER

COMMISSION ON THE STATUS OF WOMEN:
The Department Is Adequately Fulfilling Its Mission

But Some Procedures Need Improvement

DOCUMENTS DEPT.

v OCT 1 8 1399

x
^iifpip

/ SAN FRANCISCO
PUBLIC LIBRARY

Audit Number 98020 September 15, 1999



5/S

San Francisco Public Library

100 Larkin Street, 5th Floor

San Francisco, CA 94102

REFERENCE BOOK
Not to be taken from the Library



CITY AND COUNTY OF SAN FRANCISCO OFFICE OF THE CONTROLLER

Edward Harrington

Controller

September 15, 1999

Sonia Melara

Executive Director

Commission on the Status ofWomen
25 Van Ness Avenue, Suite 130

San Francisco, CA 94102

Dear Ms. Melara:

The Controller’ s^Audits Division presents its report concerning the performance audit of

the Commission on the Status of Women (Department). This report concludes that the

Department has done planning to fulfill its mission and has management controls in

place. However, the Department should improve its performance measurement and that

of its grantees by developing outcome-based measures, and should track and report its

performance in terms of those measures. In addition, the Department should strengthen

its grantee monitoring. Finally, the Department should ensure it receives and uses the

employment discrimination information other City departments are required to submit,

and should strengthen the controls over its revolving fund.

Your response is attached to this report. The Controller’s Audits Division will be working

with the Department to follow up on the status of the recommendations made in this report.
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EXECUTIVE SUMMARY

Overview

Background

The Commission on the Status of Women (Department) has

appropriate goals and objectives, has management controls

in place, has allocated the grants for its Violence Against

Women Program consistent with program goals, and has

adequate processes for selecting grantees and establishing

grant agreements. However, the Department could improve

its operations in several areas.

• The Department has not complied with some planning

and reporting requirements in the San Francisco

Administrative Code.

• Moreover, the Department needs to improve how it

measures and reports its performance. Results of the

Department’s efforts put in terms of performance

measures—which are the indicators of how well an

organization is fulfilling its mission, goals, or

objectives—will allow Department management to

determine if the Department is being effective and to

take corrective action if it is not.

• The Department can strengthen its monitoring of the

agencies which receive grants from its Violence Against

Women Program (grantees). Without this, the

Department impedes its ability to ensure that grantees

are providing services and expending funds as planned.

• The Department has not adequately collected

employment discrimination reports and may not be

using them, as required by the Administrative Code.

This impedes the Department’s ability to fulfill its

responsibility to monitor women’s employment

discrimination complaints at other City departments and

identify patterns and practices of City government that

discriminate against women and girls.

• Finally, the Department should improve its procedures

for the $100 revolving fund it uses to pay for general

office expenses so the funds are properly accounted for.

The San Francisco Charter mandates the Commission on

the Status of Women to develop and recommend policies

and practices for the City to reduce the impact on women
and girls of problems such as domestic violence, sexual

harassment, employment and health care inequity, and

homelessness, and advocate for women and girls in such
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The Department Has
Appropriate Goals and

Has Management
Controls in Place But Has
Not Complied With Some
Planning and Reporting

Requirements

The Department Needs to

Improve How It Measures

and Reports Its

Performance

areas. To accomplish its mission, the Department holds

public hearings, promotes legislation, develops educational

materials, and makes grants to community-based

organizations under its Violence Against Women Program.

In fiscal year 1998-99, the Department planned to:

• increase support for education to prevent violence

against women;

• provide, for the first time, transitional and advocacy

services to battered women;
• conduct a needs assessment to measure the

effectiveness of current programs and demand for new
services which address violence against women; and

• conduct a gender analysis of several other key City

departments, and make recommendations to improve

gender equity within them.

The goals and objectives of the Department for fiscal year

1 998-99 agreed with its purpose and duties as set forth in

the Charter, Administrative Code, and the Department’s

mission statement. The Department also has management

controls in place, including extensive strategic planning, but

does not comply with Administrative Code requirements to

prepare a three-year strategic plan and report its activities

semiannually to the Mayor and Board of Supervisors.

Complying with these requirements will improve its

planning and provide an additional forum for the

Department to report its performance to City policy makers.

The Department has included performance measures in its

budgets but these measures have not addressed the

effectiveness or outcomes of its programs. Twenty (87

percent) of the Department’s 23 measures we reviewed in

recent budgets concerned program workloads, or outputs,

such as how many clients were to be served. The remaining

3 measures concerned resources used, or inputs, such as the

amount of money to be spent. The Department did not use a

consistent set of measures to allow year-to-year

comparisons and some measures were unclear. Further, the

Department did not monitor or report its accomplishments

in terms of its performance measures. In addition to not

using outcome measures itself, the Department has not

required its grantees to develop and use performance
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The Department Can

Strengthen Its Grantee

Monitoring

The Department Has
Inadequately Collected

and Other Departments

Have Inadequately

Reported Employment

Discrimination

Complaints

The Department Processed

Payments in a Timely

Manner But Should

Improve Its Revolving

Fund Procedures

measures that address service outcomes such as the

percentage of clients who reached the desired goal.

The Department allocated the grants for its Violence

Against Women Program consistent with program goals

and has adequate processes for selecting grantees from

among those that apply and for establishing grant

agreements. However, the Department did not adequately

ensure that grantees submitted their progress reports and

independent audit reports on time. We found that grantees

submitted 72 (45 percent) of 159 reports late. Although we
found no material errors in grantee progress reports or

invoices, the Department did not ensure that grantees’

reported service results and invoices were accurate or that

grantees kept records adequate to support their reported

service results. Finally, the Department did not require its

grantees to report their performance in terms of

performance measures. Late reports and lack of thorough

monitoring diminish the Department’s ability to ensure that

grantees are providing services and expending funds as

planned and to take corrective actions if necessary.

The Department did not collect most of the employment

discrimination reports other City departments are required

to submit to the Department. We found on file at the

Department only 21 percent of the reports required for

fiscal year 1997-98. In addition, reporting by the Office of

the City Attorney and Department of Human Resources

(Human Resources) to the Department did not fully comply

with the Administrative Code. As a result of these

problems, the Department was not fulfilling its

responsibility under the Administrative Code to monitor

women’s employment discrimination complaints at other

City departments. Finally, City requirements for other

departments to report discrimination complaints to both the

Department and Human Resources are duplicative and

should be changed so that all reports go to Human
Resources which can aggregate and forward complaint

information to the Department.

The Department pays its grantees and vendors in a timely

manner. However, it did not comply with a

recommendation in our December 1997 audit report on its

$100 revolving fund to reconcile the fund’s bank account

monthly and retain all voided checks.
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Recommendations To improve its performance measurement and other

procedures so that it may better fulfill its responsibilities,

the Department should take the following actions:

• Develop and use clearly stated performance measures

that address the outcomes of the Department’s policies

and programs. These include measures of program

success in terms of improvements in the lives of

program participants (participant outcomes).

• Retain a core group of performance measures over time

that reflect the unchanging mission of the Department

so it can track and report year-to-year performance.

• Monitor and report—internally and to those outside the

Department—accomplishments in terms of established

performance measures so the Department's success in

achieving its objectives can be known to Department

management and City policy makers.

• Revise the instructions for grantees preparing grant

plans to define and give examples of performance

measures, and emphasize measures that address

outcomes of services.

• Work with grantees as needed to develop, use, and

report the outcomes of their programs in terms of

performance measures so the Department can better

assess the effectiveness of the services it funds.

• Take steps to ensure that grantees submit required

reports on time so the effectiveness of the Department’s

grantee monitoring is not diminished.

• Do “spot checks” to ensure the accuracy of grantee

progress reports and invoices.

• Ensure that all grantees maintain adequate supporting

documentation for their quarterly services reports.

• Ensure that it receives, reviews, and properly files the

reports the Office of the City Attorney, Human
Resources, and all other City departments are required

to submit to it.

• Seek a change to Administrative Code Section 33.7 so

City departments must report quarterly their complaints

of discrimination, including the detailed information

currently required, only to Human Resources. The Code

should require Human Resources to compile the

information and provide it to the Department.
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Department Comments The Commission on the Status of Women states that it

welcomes the review and recommendations provided by the

audit. According to the response, the Department

implemented the majority of the report’s recommendations

during the audit. The Department states that the audit

prompted it to move forward quickly with ensuring

compliance with City procedures and requirements in the

Administrative Code. It also states that, more importantly,

it has begun to develop consistent, meaningful, outcome-

oriented performance measures for the Department and its

grantees. The Department’s full response is attached to the

report.
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INTRODUCTION

T
he San Francisco Charter requires the Commission on the Status of Women
(Department) to develop and recommend policies and practices for the City and

County of San Francisco (City) to lessen the impact on women and girls of

problems such as domestic violence, sexual harassment, employment and health care

inequity, and homelessness, and advocate for women and girls in such areas. The

Department tries to develop a coordinated, collaborative response to a wide range of

women’s issues, including violence against women, sexual harassment, employment

discrimination, and women’s health. To accomplish this mission, the Department promotes

legislation, holds public hearings, develops educational materials, and makes grants to

community-based organizations through its Violence Against Women Program.

The San Francisco Administrative Code, Section 33.4, enumerates an extensive list of

powers and duties for the Department such as promoting the economic development of

women, including monitoring employment discrimination complaints reported by women
to any City agency; administering Department fupds for programs on violence against

women; and carrying out the provisions of Administrative Code Section 12K, which

locally implements the principles of the United Nations Convention on the Elimination of

All Forms of Discrimination Against Women (CEDAW).

The Department’s mission statement calls for the Department to:

• foster the socioeconomic, political, and educational advancement ofwomen and girls in

San Francisco;

• ensure equal treatment and services to women and girls by public agencies and the

private sector; and

• assist City government by developing and implementing policies, legislation, and

programs addressing the needs of all women and girls.

The mission statement specifies that the Department’s priorities are to address violence

against women and girls and economic barriers in employment, education, and business.

The department focuses on programs for women and girls whose needs have not been

addressed fully, such as women of color.

Although established in 1975, the Department did not become a City department until this

was approved by the voters in 1994. The Department’s revised fiscal year 1998-99 budget

was $2.51 million, of which $1.73 million (69 percent) the Department allocated as grants

under its Violence Against Women Program. The Department’s proposed fiscal year 1999-

2000 budget is $2.60 million. The Department has seven members who are appointed by

the Mayor to four-year terms. The Department has 7.84 full-time equivalent positions

budgeted in fiscal year 1999-2000. The executive director is the Department’s chief

administrative officer.
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The Department's success in its work on behalf of women and girls has been demonstrated

by a variety of endeavors. Because the Department has made domestic violence prevention

its top priority, it helps to serve thousands of women and girls by funding programs to

prevent violence against women and assist its survivors with a wide array of services from

emergency shelter to legal and medical advocacy to job training and transitional services.

In fiscal year 1998-99, the Department funded 28 programs operated by 19 different

community-based organizations. In addition. Department staff have trained hundreds of

City employees in sexual harassment prevention. Among the Department’s activities is its

involvement in special events in recent years such as the women’s opportunity weekend in

which hundreds of participants have attended workshops emphasizing employment and

economic opportunities for women, and the Take Your Daughters to Work Day for which

the Department has recruited girls who accompanied members of the Board of Supervisors

and Mayor's Office staff for the day.

In fiscal year 1998-99, the Department planned to: increase support for education to

prevent violence against women; provide, for the first time, transitional and advocacy

sendees to battered women; conduct a needs assessment to measure the effectiveness of

current programs and the demand for new services which address violence against women;

and conduct a gender analysis of several key City departments, and make

recommendations to improve gender equity within them.

Terms frequently used in this report are defined in the box below to aid the reader.

financial report Semiannual report from a grantee that presents the amount of funds spent to date in

terms of the grant budget.

grant plan Document submitted by a grantee to the Department after the grant is awarded that

describes the project including its goals and objectives, activities, time line, and

performance measures.

grantee Recipient of a grant from the Department’s Violence Against Women Program.

grantee progress

reports

Service and financial reports submitted by grantees to the Department. Service

reports are quarterly and financial reports are semiannual as of fiscal year 1998-99.

input measure A performance measure addressing the quantity of resources used, such as money.

outcome measure A performance measure addressing effectiveness, or the degree to which objectives

are achieved, such as the percentage of clients who achieve the desired result.

output measure A performance measure addressing workload, or the quantity of work performed,

such as the number of clients served.

performance

measure

A quantitative indicator of how well an organization is fulfilling its mission, goals,

or objectives.

revolving fund A fund that a City department can use to make cash change, petty cash purchases,

and disbursements that cannot be conveniently made by checks drawn by the City

Controller. The Department has a $100 revolving fund, which it administers through

a checking account, and uses to pay for general office expenses.

service report A quarterly report in which a grantee states the units of service it has provided and

demographics of the clients it has served.
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SCOPE AND METHODOLOGY

The purpose of this audit was to assess the performance of the Department by evaluating

its management controls—such as planning, policies and procedures, performance

measurement, and reporting—and some of its key functions. We assessed the Department’s

management controls in areas such as planning, organizing, and reporting. As part of this,

we determined whether the Department’s annual plan was consistent with its mission and

mandated duties. After evaluating the Department’s performance measures in the City

budget, we reviewed the performance measures of recipients of Department grants. We
also reviewed the Department’s Violence Against Women Program to determine whether

its allocation of funding was consistent with program goals, the procedures for selecting

grantees and establishing grant agreements were adequate, the monitoring of reporting

required from grantees was timely and sufficient, and the grantees’ service reports and

invoices were accurate. We assessed the Department’s collection of employment

discrimination information from other City departments. In addition, we evaluated the

internal controls over the accounts payable process and tested the timeliness of payments to

grantees and vendors. Finally, we reviewed the status of the Department’s $100 revolving

fund. The appendix presents the specific methodology we used in our review.

Scope Limitations

We focused only on some of the key areas within the Department’s scope of responsibility.

As a result, we did not review the Department’s role in developing public policy on

violence against women, its sexual harassment training for City departments, its work

concerning appointments of women to City commissions and committees through its

Women’s Talent Bank, nor its administration of its job library. In addition, we did not

review the Department’s performance in the local implementation of CEDAW. The

Administrative Code, Chapter 12K, assigns local implementation ofCEDAW to a task

force and the Department. However, we did not review the Department’s work in this area

because it was in its early stages. We substantially completed the fieldwork for this audit in

January 1999, at which time the Department’s budget for fiscal year 1999-2000 was not yet

available. Thus, our analyses which rely on information in the budget exclude fiscal year

1999-2000.
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CHAPTER 1

THE COMMISSION ON THE STATUS OF WOMEN HAS
APPROPRIATE GOALS AND MANAGEMENT CONTROLS

CHAPTER SUMMARY

T
he goals and objectives of the Commission on the Status of Women (Department)

agree with its purpose and duties set forth in the San Francisco Charter and

Administrative Code, and the Department’s mission statement. In addition, the

Department has management controls in place, including extensive strategic planning, but

is not currently complying with the Administrative Code requirements to prepare a three-

year strategic plan and report its activities semiannually to the Mayor’s Office and Board

of Supervisors. By complying with these requirements, the Department could improve its

planning by focusing on the longer term and could better ensure its achievements are

communicated to City policy makers so their decisions on allocating resources to the

Department are more fully informed.

THE DEPARTMENT HAS GOALS THAT
AGREE WITH ITS PURPOSE AND DUTIES
AND HAS MANAGEMENT CONTROLS

The Department has set goals and objectives that match its mandated purpose and duties

and has appropriate management controls. The Department’s goals for fiscal year 1998-99

were to administer programs and implement the Department’s strategic plan regarding

violence against women; assist women to eliminate barriers to employment and economic

development; work with the City’s Department of Public Health to develop programs and

policy affecting women’s health; work toward the Department’s organizational

development; ensure the local implementation of the United Nations Convention on the

Elimination of All Forms of Discrimination Against Women (CEDAW); hold a statewide

conference of commissions on women; and investigate and work on the housing needs of

women. We found that these goals, and the corresponding objectives, agree with the

Department’s purpose and duties as set forth in the Charter, Administrative Code, and the

Department’s mission statement.

We also found that the Department has management controls in place, including annual

strategic planning, but should resume longer term planning. The Department has office and

personnel policies and procedures and they are current. In addition, the role of the

department is well-defined in the Charter and Administrative Code, and Department

objectives are well-defined in the City budget and the Department’s annual strategic plan

and annual report. Further, the Department developed a three-year strategic plan for fiscal

years *1995-96 through 1997-98, and develops an annual strategic plan for each coming
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\ear. The Department developed its strategic plan for fiscal year 1999-2000 at its retreat on

October 24. 1998. In addition, the Violence Against Women Program and CEDAW
initiative both have multi-year plans. Nonetheless, the Department has not had a three-year

plan in place since fiscal year 1997-98. The Department's recent annual plans are not the

three-year strategic plan which is required of all City departments as of fiscal year 1998-99

by the Administrative Code, Section 3.5. A three-year plan would again allow the

Department to make explicit that its priorities will be in effect over the longer term and to

describe its multi-year initiatives in more detail.

The Department monitors its performance toward achieving its strategic plan and reports

the results to its Commission. This monitoring and reporting begins with an employee

performance evaluation system. Each employee has an annual work plan with goals

grouped as primary (higher priority), general (medium priority), or optional (lower

priority). For each goal the work plan specifies the percentage of time to be dedicated,

subsidiary tasks, and standards by which achievement of the goal will be assessed. For

example, a primary goal of the grants administrator for fiscal year 1998-99 was to manage

the Violence Against Women Program, on which she was to spend 80 percent of her time.

Among the standards for this goal was to meet all deadlines, and one of the tasks for this

goal was to monitor and evaluate the Violence Against Women Program. Employees report

their progress in terms of these plans to the executive director monthly. In turn, according

to the executive director, she meets with each employee at least monthly and then makes a

progress report to the Commission at its monthly meeting. In addition, according to the

executive director, Department staff submits to the Commission at its annual planning

retreat a progress summary addressing the Department’s goals and objectives for the

current year. Also, the Department’s annual report includes a section on its

accomplishments. For example, Department accomplishments reported in the annual report

have included the establishment of a consolidated 24-hour rape crisis line that offers

multilingual counseling and referral services for victims and their families.

Although the Department has internal reporting in place, it does not report its activities in

writing to the Mayor and Board of Supervisors at least every six months as required by the

Administrative Code, Section 33.6. If the Department complied with this reporting

requirement, it would be more assured that its achievements and challenges are known to

the City’s policy makers.

RECOMMENDATIONS

To improve its planning and reporting, the Commission on the Status of Women should

take the following steps:

• Prepare a three-year strategic plan to comply with Administrative Code Section 3.5 and

to allow it to establish its priorities over the longer term and describe in more detail its

plans for multi-year initiatives.
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• Report in writing its activities to the Mayor’s Office and Board of Supervisors at least

every six months to comply with Administrative Code Section 33.6 and to be more

assured that its achievements and challenges are known to the City’s policy makers.
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CHAPTER 2

THE COMMISSION ON THE STATUS OF WOMEN SHOULD
IMPROVE ITS SYSTEM OF PERFORMANCE MEASUREMENT

CHAPTER SUMMARY

T
he Commission on the Status of Women (Department) has included performance

measures in its annual budgets but has not developed any performance measures

addressing program outcomes or effectiveness. For example, such an outcome

measure would be the percentage of clients served by a Department program who achieve a

successful outcome within a certain length of time after receiving the service. The

Department has used some performance measures that were unclear and has not kept any

of the same performance measures from year to year. Further, the Department has not

monitored or reported its accomplishments in terms of its performance measures. In

addition, the Department has not required its grantees to develop and use performance

measures addressing outcomes. The Charter requires departmental budgets to address

desired service outcomes, productivity goals, and the extent to which the department

achieved its missions, goals, objectives, strategic plans, and spending constraints in the

prior year. In addition, the Administrative Code requires each department’s budget to

identify measures of outcomes which can be used to gauge progress toward attaining

department goals. The lack of clear, consistent performance measures, lack of measures of

program outcomes, and lack of reporting of accomplishments in terms of performance

measures impede the ability of the Department to gauge its success in meeting its goals and

denies it a valuable tool in demonstrating its achievements to policy makers and the public.

BACKGROUND

A performance measure is a quantitative indicator of how well an organization is fulfilling

its mission, goals, or objectives. Performance measures allow the City to evaluate whether

its resources are used for maximum benefit, to provide accountability to the citizens of the

City, the Mayor, and the Board of Supervisors, and to track the improvement in the

programs and services that the City provides.

City Requirements Addressing

Performance Measures

The Charter, Section 9.1 14, requires that each department’s budget address the desired

outcomes of services; productivity goals to measure progress; and the extent to which the

department achieved, exceeded, or failed to meet its missions, goals, productivity

objectives, service objectives, strategic plans, and spending constraints during the prior

year. A department’s productivity goals are usually expressed in the budget as performance
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measures. In addition, the Administrative Code, Section 3.5, requires each department's

budget to identify “policy outcome measures,” which are also performance measures, that

reflect the mission and goals of the department and which can be used to gauge progress

toward attaining these goals.

The City's Performance Management Program for Managers and Executives provides

guidelines for developing the goals and objectives that should be reflected in performance

measures. According to the guidelines, a goal should address only one major program,

activity, or function and it should state a purpose that is meaningful in the context of why

citizens and government officials created the department or program and why they should

continue to fund it. An objective is a quantified, measurable, time-limited statement of

expected results that indicates progress toward a goal will be made when the objective is

achieved. There should be at least one performance measure for each goal.

Types ofPerformance Measures

According to authoritative literature, organizations may use several types of performance

measures. Input measures address the quantity of resources to be used. For example,

money or the number of staff hired are input measures. However, resources used are

irrelevant to what the organization is achieving. Output measures, also known as workload

measures, address the quantity of work to be performed or services to be received. For

example, the number of clients served by a program is an output measure. Output measures

address organizational activity, not results. Efficiency measures address the relationship

between the quantity of output and quantity of input. For example, the amount spent per

client served is an efficiency measure. Finally, outcome measures, also known as

effectiveness measures, address the degree to which performance objectives are achieved;

that is. the result of the service. For example, the percentage of clients served wrho reach

the desired goal in a defined period is an outcome measure. Organizations have historically

measured inputs and outputs, but rarely have measured outcomes. Inputs and outputs are

relatively easy to count; however, outcomes are the most important things to measure

because they reflect an organization’s effectiveness.

THE DEPARTMENT SHOULD IMPROVE ITS

PERFORMANCE MEASURES AND REPORT
RESULTS IN TERMS OF ITS MEASURES

The Department included performance measures related to its mission and goals in its

budgets; however, the measures could be improved if at least some addressed the

Department's policy and program outcomes, such as client outcomes, if they w-ere all

clearly stated, and if a core set of key measures reflecting the Department’s mission were

kept from year to year. In addition, the Department did not report its accomplishments in

terms of its performance measures. We reviewed the Department’s program budgets for

fiscal years 1996-97 through 1998-99 to determine the presence and quality of the

performance measures and reported results. We found performance measures in each
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budget but none of them addressed the service or policy outcomes referred to by the

Charter and Administrative Code. Twenty (87 percent) of the 23 measures we reviewed

concerned outputs of programs such as the number of clients to be served, while the

remaining 3 concerned inputs of programs such as the amount of money to be spent. As a

result, these measures did not assess the quality or effectiveness of the Department’s

programs and, so, are irrelevant to what citizens care about, which is results.

Performance Measures Should

Address Program and Policy Outcomes

We formulated examples of performance measures that would assess the outcomes of

Department programs rather than simply the outputs. For example, in the fiscal year 1997-

98 budget, the Department established as a performance measure for its employment and

economics program the number of clients counseled, with a target of 100 clients. This is a

measure of output. An outcome measure for this program which addresses the counseling’s

effectiveness could be the percentage of women counseled by the program who achieve a

successful outcome (as defined by the Department or the client).

Based on our review of the performance measures developed by the Department and its

grantees, the following are other measures of program outcomes which the Department

may consider as examples of the measures it could adopt and select targets for in the

future:

• Percentage of survivors of domestic violence who received transitional/advocacy

services and rate themselves as more economically independent because of the

services.

• Percentage of survivors of domestic violence who received legal advocacy services

who report avoiding re-victimization for at least six months after the services ended.

• Percentage of recommendations accepted and implemented by City departments from

the Department’s gender analysis study that is intended to improve gender equity in

those departments.

• Percentage of women who used the job library indicating that it helped them find full-

time or part-time employment within six months of their first job library visit.

Some of the measures above concern programs administered by the grantees of the

Department’s Violence Against Women Program rather than directly by the Department.

However, such measures would be appropriate indicators of the Department’s performance

because the success of the grantees determines the success of the Department in this area.

Staff time would be required to collect data on these measures and client follow-up can

sometimes be problematic. In addition, cause-and-effect relationships are often difficult to

establish due to the numerous factors that may influence client outcomes. However, such

measures of program outcomes can be a valid source of management information.
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In Past Years
,
Some Performance

Measures Were Unclear

At least 8 (35 percent) of the 23 performance measures we reviewed were unclear. Seven

(88 percent) of these 8 were in the fiscal year 1996-97 budget, while most of the more

recent measures were more clearly written. The measures that were unclear were so briefly

stated that they did not indicate exactly what was to be performed and by whom. Examples

of such measures, from fiscal year 1996-97, are presented below in italics.

• Proposalsfor programfunding. It is unclear if this meant preparing and submitting

proposals to others or soliciting, receiving, evaluating, or selecting proposals from

others.

• Events/conferences, Hearings, Training programs. It is unclear if this meant attending

them or sponsoring them.

• Legislation. It is unclear if this meant advocating, analyzing, or tracking legislation.

Also, the type of legislation—City, State, Federal, or all—was not specified.

• Related services. It is unclear to what they were related. In addition, the target for this

measure was 37,080, but no units were specified.

The Department’s Performance

Measures Lack Continuity

Because They Change Annually

Based on the three annual budgets we reviewed through fiscal year 1998-99, the

Department has not used any of the same performance measures from year to year. The

Department needs to develop and maintain a core group of measures so it can track year-to-

year performance. According to the Government Finance Officers Association’s

recommended practice for state and local governments, performance measures should

provide for comparisons over time. Although the Department may add some new measures

from year to year, it should retain key measures which reflect the unchanging mission of

the Department. Only by doing so can the Department track and demonstrate its year-to-

year performance in terms of its performance measures.

The Department Should Monitor

and Report Its Accomplishments

in Terms of Its Measures

We found no evidence that the Department systematically monitored or reported its

accomplishments in the context of its performance measures. As a result, the Department

deprived itself of potentially valuable management information. Of the Department’s 19

performance measures in its budgets for fiscal years 1996-97 and 1997-98, we found

reported performance results for only 5. These results were in a budget, annual report, or

other document but were not linked to performance measures in the contexts where we
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found them. For example, in its fiscal year 1996-97 budget, the Department established as

a performance measure to administer a budget of $1,677,201 for the year. Although the

Department’s fiscal year 1998-99 budget reported the actual amount the Department

administered in fiscal year 1996-97 ($1,929,657), it did so in the context of a historical

budget comparison with no indication that this had been a performance measure two years

before. According to the Government Finance Officers Association’s recommended

practice for state and local governments, performance measures should be monitored and

used in decision-making processes and reported internally and externally.

Gauging accomplishments against the established targets in performance measures would

allow Department management to determine if the Department is meeting its objectives

and to take corrective action if it is not. Thus, performance measures can provide valuable

management information. In addition, actual accomplishments in terms of previously

established measures will be needed for future City budgets according to the Controller’s

Guidelinesfor Developing Departmental Performance Measuresfor Fiscal Year 1999-

2000. Although City budgets for fiscal years 1997-98 and 1998-99 did not include

accomplishments in terms of previously established measures, the Department’s results for

the prior years’ measures may not have been reported in the budget regardless of the

budget’s format because the Department changed its performance measures each year.

Whether or not performance measure results are reported in the budget, it is in the interests

of the Department to monitor its achievements in terms of its performance measures for

management information purposes.

THE DEPARTMENT SHOULD HELP GRANTEES
IMPROVE THEIR PERFORMANCE MEASURES
AND REPORTING OF ACCOMPLISHMENTS

The Department requires its grantees to provide performance measures for each

Department-funded program as part of its grant plan. The grant plan, which the grantee

submits to the Department after the grant is awarded, describes the project, its goals and

objectives, activities, time line, as well as performance measures. However, the quality of

the measures and their presentation in the grant plan varies by grantee. Grantees need to

provide performance measures as part of their grant plans so the grantee and Department

can agree in advance on the specific indicators upon which the program’s success or failure

will be assessed. The Department’s grant plan instructions in its grant award memorandum

for fiscal year 1998-99 briefly define performance measures but lack clarity and detail, and

do not discuss the development of measures of program outcomes.

We reviewed 4 of the 19 grant agreements for fiscal year 1998-99. We found 29

performance measures developed by grantees; however, all of them were presented as

objectives or service goals rather than performance measures. In addition, their level of

sophistication varied. For example, a simple output measure from a legal services grantee

was the number of clients provided legal representation. By contrast, a more sophisticated

outcome measure from a provider of domestic violence transitional and advocacy services
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was the number of participants who have obtained employment as certified nurse

assistants/home health aides at an average wage of $9.50 per hour by June 1999.

Twenty-six (90 percent) of the 29 measures we tested were adequate in that they were

quantitative and included performance targets. Three (10 percent) of the measures were

inadequate in that they were not quantitative and/or had no target. Only 5(17 percent) of

the measures, all of which w'ere from one grantee, were related to program or participant

outcomes. No grantees included efficiency measures. Thus, some grantees appear to be

farther along than others in the process of developing and presenting strong measures.

RECOMMENDATIONS

To ensure that it measures and reports its performance effectively, the Commission on the

Status of Women should do the following:

• Develop and use clearly stated performance measures that address the Department’s

policy and program outcomes, such as participant outcomes, as well as its program

outputs.

• Retain a core group of performance measures over time that reflect the unchanging

mission of the Department so it can track and report year-to-year performance.

• Monitor and report accomplishments in terms of established performance measures.

Results should be reported internally to management and externally in a document such

as the budget or annual report so the Department’s success in achieving its objectives

can be known to Department management and City policy makers.

• Revise the instructions for preparing grant plans provided to grantees so instructions

define and give examples of performance measures, and emphasize measures of

program outcomes.

• Work with grantees as needed to develop, use, and report results on performance

measures addressing outcomes.
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CHAPTER 3

THE COMMISSION ON THE STATUS OF WOMEN SHOULD
STRENGTHEN ITS MONITORING OF GRANT RECIPIENTS

CHAPTER SUMMARY

The Commission on the Status of Women (Department) has allocated funds to the grantees

of its Violence Against Women Program in accordance with the program’s goals and has

adequate processes for selecting grantees and establishing grant agreements. However, the

Department did not adequately ensure that grantees submitted their progress reports and

independent audit reports on time. Of the 159 progress reports submitted, 72 (45 percent)

were late. As of January 1999, grantees had submitted only 7 (64 percent) of thel 1

independent audit reports that were due in October 1998. Of the 7 audit reports submitted,

6 (86 percent) were late. In addition, although we found no material discrepancies, the

Department did not ensure that grantees’ reported service results and invoices were

accurate or that all grantees maintained records adequate to support their quarterly service

reports. Finally, the Department did not require it§ grantees to report their performance in

terms of performance measures. Without stronger monitoring of its grantees, the

Department cannot be adequately assured that grantees are performing as planned and that

the quantities of service reported by grantees were actually provided. If grantees were not

performing as planned, women and girls in San Francisco would not be receiving the

services for which the City is paying.

BACKGROUND

For fiscal years 1996-97 through 1998-99, the Department distributed 74 percent of its

total expenditures to grantees through the Violence Against Women Program. In fiscal year

1998-99, the Department funded 28 grantee programs provided by 19 community-based

organizations. These grantees operate domestic violence shelters and domestic violence

and sexual assault crisis lines. In addition, they provide domestic violence prevention

education, domestic violence legal assistance, domestic violence and sexual assault

intervention and advocacy services, and domestic violence transitional and advocacy

services. The Department’s fiscal year 1998-99 grantees and their grant amounts are shown

in the table below.
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Table 1

Grant Recipients and Grant Amounts

Violence Against Women Program

Fiscal Year 1998-99

Grantee Grant Amount

Arriba Juntos S7 1,000

Asian Perinatal Advocates 48,000

Asian Women’s Shelter 105,900

Bar Association of San Francisco—Volunteer Legal Services 101,500

Bayview Hunters Point Foundation 49,000

Center for Human Development 25,000

Chinatown Youth Center 40,000

Donaldina Cameron House 119,500

Horizons Unlimited 20,000

La Casa de las Madres 223,300

Mary Elizabeth Inn 51,000

Nihonmachi Legal Outreach 81,500

Northern California Coalition for Immigrant Rights 40,000

St. Vincent de Paul Society 195,600

San Francisco Neighborhood Legal Assistance Foundation 103,300

San Francisco Women Against Rape 247,900

W.O.M.A.N., Inc. 188,000

Women in Dialogue/US Prostitutes Collective 10,000

Women’s Safety Project 10,000

TOTAL $1,730,500

Among the tools the Department uses to monitor its grantees are progress reports: quarterly

service reports which present the quantities of service provided and demographics of

clients served, and financial reports (now semiannual) which present the amount of funds

spent to date in terms of the grant budget. Annual independent audit reports are also

required of each grantee.

THE ALLOCATION OF FUNDS FOR THE
VIOLENCE AGAINST WOMEN PROGRAM IS

CONSISTENT WITH THE PROGRAM’S GOALS

The Department has allocated the grant funds in its Violence Against Women Program

consistent with the program’s purpose and priorities. We identified the Department’s

allocation of grant funds for its Violence Against Women Program by type of service for

fiscal years 1996-97 through 1998-99 and assessed whether these allocations were

consistent with the program’s purpose and goals as described in each year’s Department

budget and in the strategic plan for the program for fiscal years 1998-99 through 2000-01.

For example, for fiscal year 1997-98, the budget described a broadened purpose for the

Violence Against Women Program, stating that it was intended to serve women and

children who are victims of domestic violence and sexual assault. The purpose of the

program as stated in the previous year’s budget did not mention sexual assault. According

to the executive director, this was because it was not until fiscal year 1996-97 that the
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Department entered into a memorandum of understanding with the City’s Department of

Public Health to administer sexual assault programs in the community. Thus, the fact that

at least 15 percent of the funds for the Violence Against Women Program in fiscal year

1997-98 went to sexual assault services appeared reasonable in light of the program’s

stated purpose for that year.

The table below summarizes the allocation of funds for the Violence Against Women
Program by service area during fiscal years 1996-97 through 1998-99.

Table 2

Allocation of Grant Funds

Violence Against Women Program
Fiscal Years 1996-97 Through 1998-99

Service Area FY 1996-97 FY 1997-98 FY 1998-99

Domestic Violence $1,290,377 $1,033,825 $1,229,000

Sexual Assault 220,845 220,845 154,000

Violence Prevention Education NA 196.585 347.500

Total $1,511,222 $1,451,255 $1,730,500

NA = Not Applicable. Category not used until FY 1997-98.

As shown in the table, the Department significantly increased its support for violence

prevention education in fiscal year 1998-99. Such education includes public awareness

campaigns and community education and training programs. This emphasis on violence

prevention education is consistent with the strategic plan for the program.

THE DEPARTMENT’S PROCESS
FOR SELECTING GRANT
RECIPIENTS APPEARS ADEQUATE

We reviewed the grantee selection process the Department used in 1998 for grants to be

made during fiscal years 1998-99 through 2000-01 and found that the Department appears

to have an adequate process for selecting grantees for its Violence Against Women
Program. We found the Department had made a considerable outreach effort, having

mailed a funding opportunity notice to approximately 3,500 organizations as well as public

service announcements and press advisories to 82 local media outlets. In addition, the

Department held a bidder’s conference and took other steps to ensure participation by as

broad an array of qualified organizations as possible.

We tested four successful and four unsuccessful applications out of the 59 the Department

received. We found that applications were screened by staff to determine if they met basic

criteria, and were assessed and scored by an expert review panel to determine if they

demonstrated the need for and outcomes of the services proposed. Those applications that

passed expert review were evaluated by a funding committee composed of three staff and

two commissioners. According to the executive director, the committee is to ensure that the
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programs funded have appropriate budgets and will implement the Department’s strategic

plan. The funding committee recommended to the full Commission which applications to

fund. Due to limited funds and other factors, the funding committee only recommends to

the Commission some of the projects found eligible for funding by the expert review panel.

The evaluation of individual applications was well documented in each of the steps in the

selection process except for the funding committee’s review. However, after the selection

process, the Department wrote a set of principles the funding committee had followed in

making its recommendations. These principles include serving the Department’s target

communities and otherwise implementing its strategic plan, recommending for funding

organizations that have not received Department funds in the past, and not recommending

for funding projects that appeared eligible for funding from other sources. We found these

principles to be reasonable and found no evidence that grants were awarded unfairly.

THE DEPARTMENT HAS AN
ADEQUATE PROCESS FOR
ESTABLISHING GRANT AGREEMENTS

The Department has an adequate, recently streamlined process for establishing agreements

with recipients of Violence Against Women Program grants. The new process allows the

Department to use a special grant agreement, designed by the City Attorney’s Office,

instead of the City’s standard personal services contract. This grant agreement was

designed to increase grantee accountability and specifically address City grant

requirements. Moreover, the City Attorney’s Office significantly streamlined and improved

the Department’s entire grant agreement process by negotiating an interdepartmental

agreement among the Civil Service Department, Department of Human Resources,

Purchasing Department, and Controller’s Office which eliminated numerous time-intensive

steps and substantially expedited the execution of agreements and encumbrance of funds.

THE DEPARTMENT SHOULD MONITOR
GRANT RECIPIENTS MORE CLOSELY

The Department should strengthen its monitoring of the recipients of Violence Against

Women Program grants in several areas. We discuss each area below.

The Department Should

Better Ensure That Grantee

Progress Reports Are Timely

The Department’s monitoring of the submittal of fiscal year 1997-98 grantee progress

reports did not ensure that most were submitted when due. As a result, although the

Department’s grantees had submitted by November 1998 almost all required progress

reports to the Department for fiscal year 1997-98, a few had not been submitted by that
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time and almost half had been submitted late. This diminished the Department’s ability to

ensure that grantees were providing services and expending funds as planned and to take

corrective actions if necessary.

On November 3, 1998, we reviewed the Department’s logs of quarterly grantee reports

received for fiscal year 1997-98. During that year both service and financial reports were

required each quarter, the last of which were due by July 31, 1998. According to the

Department’s grants administrator, some grantees were not required to submit reports for

some quarters because a project had not yet begun or no funds were expended.

Nonetheless, we found no indication on the logs as to whether a report was required or had

been submitted for 21 (12 percent) of the 176 possible reports. The fact that this was the

case over 3 months after the last of the reports were due indicates that the Department’s

monitoring of the submittal of fiscal year 1997-98 grantee reports was not timely.

At out request, Department staff updated the logs as of November 20, 1998. The updated

logs showed 170 required reports, of which 159 (94 percent) had been submitted and 1
1 (6

percent) had not been submitted. Of the 1 1 reports not submitted, 3 were fourth quarter

reports which must include cumulative fiscal year results. Thus, the Department was

missing fiscal year-end results for these 3 grantees almost 4 months after the deadline for

these reports. Of the 159 reports submitted, 72 (45 percent) were late. Although 34 (21

percent) of the submitted reports were less than 1 0 days late, 1 5 (9 percent) of them were

more than 90 days late.

The Department Should Ensure

That Grantee Progress Reports

and Invoices Are Accurate

The Department did not monitor the accuracy of grantee progress reports or grantee

invoices. We visited a sample of grantees and reviewed five service reports from four

grantees and seven invoices from five grantees for the first quarter of fiscal year 1998-99.

All the reported results and amounts we were able to test agreed to or did not materially

differ from information in supporting documentation, but we could not test the reported

results of one grantee because it had no records that we could review. Although we found

no material discrepancies, the risk of inaccurate reporting and billing by grantees is

increased because the Department has not ensured the accuracy of grantee reports or

invoices by performing on-site monitoring reviews. If a grantee’s reports or bills were

inaccurate, the Department could be paying grantees for services not provided. According

to the Department's grants administrator, she performs regular site visits to grantees but

does not review the accuracy of the grantees’ reports or invoices because she has not seen

this as her role. However, infrequent audits by third parties are no substitute for the

Department regularly monitoring grantees, possibly including “spot checks” of

documentation supporting progress reports and invoices. Further, it would be valuable for

the Department to consider information on the accuracy of a grantee’s reports and invoices

when the grantee reapplies for funds.
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The Department Should Ensure All

Grantees Keep Records Adequate

to Support Progress Reports

We found that grantees had records that adequately supported the invoices they submitted

to the Department, and three of the four grantees whose records we tested had records

which adequately supported the quarterly service reports they submitted to the Department.

However, one of the grantees we selected, the legal services provider discussed below, had

no records which we could review to support its quarterly service report. As discussed

above, we reviewed five quarterly service reports from four of the Department's 19 fiscal

year 1998-99 grantees. Of the 30 reported service or activity results tested, 20 (67 percent)

agreed to or did not materially differ from results shown in the grantee’s supporting

documentation. The remaining 10 items (33 percent) had no supporting documentation for

us to review and all came from the report of the legal services grantee. Without such

documentation, the Department cannot be assured that reported quantities of service have

actually been provided.

The grant agreement between the legal services grantee*and the City requires the grantee to

maintain and make available to the City accurate "records of all aspects of the grant plan

and the matters funded with grant funds. The grantee’s grant plan includes the projected

service and activity results for the year. The Department awarded the grantee $81,500 for

fiscal year 1998-99. According to the grantee’s executive director, the attorney-client

privilege and other confidentiality guidelines preclude it from divulging any client-

identifying information. This information is found on forms completed at client intake that

record the client’s demographic information and activity sheets which record the services

provided to the client. Further, the executive director did not retain any record of the

calculations based on case files that he used to arrive at the units of service totals the

grantee reported in the quarterly service report because he did not understand that these

records are subject to City review.

We advised the grantee to formalize and keep supporting documentation such as summary

logs or tally sheets by attorney or service type to provide records that could be audited in

the future without disclosing client-identifying information. The grantee’s executive

director indicated that he will have his staff begin immediately to create and retain such

documentation for review by the City.

The Department Should

Better Ensure That Grantee

Audit Reports Are Timely

Although the Department appears to be adequately reviewing the annual independent audit

reports performed by certified public accountants that it receives from its grantees, some

reports were not submitted and most of the submitted reports were late. As of January 12,

1999, the Department had received only 7 (64 percent) of the 1 1 required audit reports that,

according to a Department memorandum to grantees, were due on October 31, 1998. Of
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these 7 audit reports, 6 (86 percent) were submitted late. We also noted that some of the

audit reports were submitted close to a year after the end of the audit period. Moreover, we
found that the October 3 1 deadline the Department disseminated to its grantees is

inconsistent with the grant agreement the Department has with each grantee, which

requires the grantee to submit 120 days after the end of their fiscal year an audit report for

that fiscal year. These requirements are inconsistent for grantees whose fiscal year is not

July 1 through June 30. Further, the Department did not require grantees to submit the

management letters that the independent auditors may have written as part of the audit.

The Department’s ability to adequately assess the financial situation and accounting

practices of a grantee is reduced when an audit report is not submitted, is submitted late, is

not current, or is not accompanied by a management letter, if one exists. If a grantee’s audit

were to reveal an adverse financial situation or serious, improper accounting practices, the

Department should be informed of this as soon as possible. Because the Department selects

grantees every three years, obtaining the results of annual grantee audits as soon as

possible will help assure the Department that grantees have the continuing ability to

provide the services for which they are being funded.

Some grantees operate on fiscal years other than July 1 through June 30. For this reason, it

is not advisable for the Department to require all grantees to submit audit reports by

October 3 1 of each year. This requirement contributes to the fact that some grantee audit

reports are received nearly a year after the end of the audit period. In addition, according to

the Department’s grants administrator, the Department has not requested grantees to

submit independent auditors’ management letters in addition to the annual audit reports.

Without reviewing management letters the grantees’ independent accountants may have

written as part of the annual audit, the Department will not learn about grantee practices

that may be of interest to it but which are not discussed in the audit report.

Corrective Action

In response to our audit, on December 3, 1998, the Department issued a memorandum to

its grantees stating that their invoices would not be paid when service reports, financial

reports, or audit reports are late. This policy is desirable in that it may improve the

timeliness of grantee reports. However, this memorandum again cited the deadline for

independent audit reports as October 31, which is in conflict with the deadline of 120 days

after the fiscal year that is in the grant agreements, and did not address independent

auditors’ management letters.

The Department Should Require

Its Grantees to Report Performance

in Terms ofPerformance Measures

The Department did not monitor the performance of the grant recipients for its Violence

Against Women Program in terms of their performance measures. Although the grant

agreement between the Department and grantee includes a grant plan that contains
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performance measures for the funded program, the Department did not provide for grantee

reporting of results in terms of these measures. Grantees were required to report the

quantity of services delivered by category in the quarterly service reports but not in terms

of their performance measures. By not monitoring grantee accomplishments in this way,

the Department impeded its ability to assess the success or failure of the funded programs.

RECOMMENDATIONS

To strengthen its procedures for selecting and monitoring grantees, the Commission on the

Status of Women should do the following:

• Take steps to ensure that required grantee progress reports are submitted on time.

• Monitor the submission of grantee progress reports in a timely manner so that late

reports can be obtained as soon as possible.

• Formally monitor and review documentation supporting the quantities of service

reported quarterly by grantees and amounts invoiced by grantees to ensure their

accuracy. This monitoring may take the form of “spot checks” of only a few results

reported by some grantees each quarter. The Department should then take the results of

this monitoring into account when the grantee next applies for funds.

• Ensure that all grantees maintain adequate supporting documentation for their quarterly

service reports. Grantees should exclude or be able easily to delete confidential

information from such documentation so that confidentiality requirements can be met

when these documents are reviewed by Department staff, auditors, or other reviewers.

• Enforce the grant agreement requirement that each grantee submit 120 days after the

end of their fiscal year an audit report for that fiscal year to get the most current audit

reports in a timely manner.

• Require that grantees annually submit, along with the audit report, any management

letter prepared by their certified public accountant.

• Monitor grantee performance in terms of performance measures quarterly and annually.
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CHAPTER 4

THE COMMISSION ON THE STATUS OF WOMEN HAS
INADEQUATELY COLLECTED AND OTHER DEPARTMENTS

HAVE INADEQUATELY REPORTED EMPLOYMENT
DISCRIMINATION COMPLAINTS

CHAPTER SUMMARY

The Commission on the Status of Women (Department) did not have on file most fiscal

year 1997-98 employment discrimination reports required to be submitted to it by other

City departments. As a result, the Department was not fulfilling its responsibility under the

Administrative Code to monitor women’s employment discrimination complaints at other

City departments, and consult with and make recommendations to the Department of

Human Resources (Human Resources) and all other City departments concerning the

handling of such complaints. Although we did not determine the extent to which reports

may have been submitted to but not filed by the Department, it appears that many reports

were not submitted. The Administrative Code requires all City agencies, departments,

boards and commissions to report quarterly to the Department all gender discrimination

complaints filed by their employees. We also found that the content of reports from Human
Resources to the Department did not comply with the Administrative Code and one type of

report required to be submitted to the Department by the Office of the City Attorney (City

Attorney) was not on file. Finally, City requirements for departments to report

discrimination complaints to both the Department and Human Resources are duplicative

and should be corrected.

BACKGROUND

Under the Administrative Code, Section 33.4, the Department is required to study and

monitor all City agencies, departments, boards, and commissions to identify patterns and

practices that discriminate against women and girls. The same code section also requires

the Department to monitor employment discrimination complaints against women received

and forwarded by Human Resources and all other City agencies, departments, boards and

commissions, and consult with and make recommendations to those organizations

concerning the handling of such complaints.

The Administrative Code, Section 33.7, requires Human Resources to report to the

Department quarterly on all discrimination complaints it receives. It also requires the City

Attorney to report to the Department monthly on settlements, including lawsuits and

employment discrimination claims, filed by female City employees. The City Attorney is

also to report quarterly on litigation judgments for and against the City including lawsuits

filed by female City employees alleging discrimination. Further, the City Attorney must
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report monthly on all administrative claims filed against the City, including any claims of

discrimination against women. Finally, the code section requires all City agencies,

departments, boards and commissions to report quarterly to the Department all gender or

sex discrimination complaints filed by their employees. Other departments must submit

these reports even if they received no such complaints during the quarter to document that

fact.

MOST EMPLOYMENT DISCRIMINATION
REPORTS FOR FISCAL YEAR 1997-98 ARE
NOT ON FILE WITH THE DEPARTMENT

For fiscal year 1997-98, the Department does not have on file most of the employment

discrimination reports other City departments are required to submit to it under the

Administrative Code. The lack of reports on file and apparent lack of use of some

submitted reports by the Department impedes its ability to fulfill its responsibility to

monitor, consult, and recommend as described in the Administrative Code. We reviewed

all employment discrimination reports from other departments on file at the Department for

fiscal year 1997-98 and found that only 129 (21 percent) of the required 632 reports were

on file. Six (21 percent) of the required 28 reports from the City Attorney were on file, one

(25 percent) of the four required reports from Human Resources was on file, and fewer

than 20 percent of the reports from other City departments were on file. Based on the 50

City departments for which the Department kept records, 600 monthly reports were due but

only 122 (20 percent) were on file, and these came from only 17 departments; no reports

were on file for 33 departments. However, because there are more than 50 City

departments, the 122 reports on file are actually less than 20 percent of the required

reports. Based on our review, it appears that many reports were not on file because they

were not submitted. Although we did not count the number of reports that showed no

complaints for the month, there were many. This fact, combined with an apparent lack of

solicitation of reports during the year by the Department, may have contributed to the low

percentage of reports submitted.

Many of the files of reports we reviewed were disorganized and some reports were in

unopened envelopes indicating that Department staff had not read or used them. It was

unclear whether some missing reports were received by the Department but not filed.

According to a Department policy analyst, acting on these reports has not recently been a

Department priority due to more pressing responsibilities and, as a result, Department staff

have not recently followed up with other departments to ensure they submit reports.
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REPORTS FROM THE CITY
ATTORNEY AND HUMAN
RESOURCES ARE INADEQUATE

The reports from the City Attorney and Human Resources to the Department do not

comply with the Administrative Code, Section 33.7, so the Department’s ability to fulfill

its complaint monitoring and Citywide consultation responsibilities is compromised. We
found on file at the Department two of the three required types of City Attorney reports but

no reports of administrative claims filed against the City even though the Administrative

Code requires the City Attorney to submit such reports monthly to the Department. In

addition, the quarterly reports Human Resources provided to the Department do not

comply with the content requirements of the Administrative Code. These reports concern

only sexual harassment complaints rather than all discrimination complaints, as required by

Administrative Code Section 33.7, and do not provide some of the required information

including an identifier to allow tracking of the complaint, the harm allegedly suffered by

the complainant, the cost to the department in handling the matter, and the corrective

action taken. Staff of Human Resources have been providing quarterly reports on sexual

harassment complaints to the Department in compliance with Administrative Code section

16.9-25, but were unaware of Administrative Code Section 33.7 which requires Human
Resources to report on all discrimination complaints received.

CITY REQUIREMENTS FOR
REPORTING DISCRIMINATION
COMPLAINTS ARE DUPLICATIVE

The requirements that City departments report discrimination complaints to both the

Commission on the Status of Women and Human Resources are duplicative, result in

redundant efforts, and should be revised. Besides the Administrative Code requirements

stated above, all City departments are required to report immediately all discrimination

complaints to Human Resources according to its procedures effective January 1, 1997,

established pursuant to Civil Service Department Rule 3. This reporting to Human
Resources is to include the same complaints that must be reported to the Commission on

the Status of Women per the Administrative Code, Section 33.7. However, the Human
Resources procedures do not require departments to include the information that the

Administrative Code requires Human Resources to provide to the Commission on the

Status of Women, such as the costs to the department in handling the matter and what, if

any, corrective action was taken.

Departments should not be required to report discrimination complaints to both Human
Resources and the Commission on the Status of Women. Rather, departments should report

the complaints, including the detailed information required by the Administrative Code,

only to Human Resources which has an automated system established to aggregate the

complaints. In turn, Human Resources should provide the information to the Commission

on the Status of Women so it can fulfill its monitoring and consultation responsibilities.
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This arrangement will save staff time for both the reporting departments and the

Commission on the Status of Women.

RECOMMENDATIONS

To ensure that required reports are received and used in accordance with the

Administrative Code, the Commission on the Status of Women should do the following:

• Ensure that it receives, reviews, and properly files the reports required to be submitted

to it by the Office of the City Attorney, Department of Human Resources, and all other

City departments.

• Advise the Office of the City Attorney and the Department of Human Resources to

submit reports as required by the Administrative Code, Section 33.7.

In addition, to reduce the duplication of reporting and wasted staff time by City

departments, the Commission on the Status of Women should:

• Seek a change in the Administrative Code, Section 33.7, such that City departments be

required quarterly to report discrimination complaints, including the detailed

information currently required by the code, only to the Department of Human
Resources. In turn, Human Resources should be required to compile and provide the

information to the Commission on the Status of Women.
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CHAPTER 5

THE COMMISSION ON THE STATUS OF WOMEN SHOULD
BETTER ACCOUNT FOR THE MONEY IN ITS REVOLVING FUND

CHAPTER SUMMARY

The Commission on the Status of Women (Department) pays its grant recipients and

vendors in a timely manner. However, the Department does not adequately manage its

revolving fund because, contrary to recommendations in a previous audit report, it has not

reconciled the fund’s bank account each month and has not retained all voided checks from

the account. However, we found that all moneys in the revolving fund were accounted for.

Without prompt reconciliations of the account and retention of all voided checks,' the

Department cannot be assured that funds in the account are properly accounted for. This

increases the risk that City funds may be improperly spent or lost.

BACKGROUND

We reviewed the timeliness of the Department’s payments to its grantees and vendors at

the request of the Department’s executive director. We reviewed the Department’s

procedures for its revolving fund to follow up on our December 1997 audit report on this

fund. City departments may use cash revolving funds to make cash change, petty cash

purchases, and disbursements that cannot be conveniently made by checks drawn by the

City Controller. The Department has a revolving fund which it uses to pay for general

office expenses. The Board of Supervisors reduced the Department’s revolving fund from

$500 to $100, effective July 25, 1997, during the period reviewed by our previous audit.

Our previous audit report recommended that the Department continue to reconcile the

revolving fund bank account each month, record all the checks it issues from the account in

sequential order, and retain voided checks.

THE DEPARTMENT PROCESSES
PAYMENTS PROMPTLY
AND ACCURATELY

We reviewed a sample of Department payments to grantees and vendors and found the

payments were timely and accurate. We tested the processing duration of 27 invoices from

grantees and 3 invoices from vendors for the period of July 1997 through October 1998.

We found that the Department processed these 30 invoices in an average of 16 days after

receiving them, and that this duration is reasonable given the Department’s monthly cycle

for processing payments. We also found that the amounts paid were accurate in that they

were supported by invoiced amounts.
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THE DEPARTMENT SHOULD
IMPROVE ITS REVOLVING FUND
PROCEDURES

The Department did not comply with two of the recommendations in our previous audit

report of its revolving fund. Specifically, in 1998 the Department did not continue to

reconcile its revolving fund bank account each month and did not retain all voided checks.

In December 1998, we reviewed the Department's records for the revolving fund bank

account and found that the most recent account reconciliation was for a period ended in

June 1998, even though the Department then had on file bank statements through October

1998. According to the Department’s senior accountant, who is responsible for reconciling

the account, she reconciled it only when preparing replenishment requests to the

Controller’s Office and did not reconcile it more frequently because it had little activity. In

December 1998, at our request, she reconciled the account for the prior months, preparing

four monthly reconciliations for the period of June 20, 1998, through October 21, 1998, the

ending date of the most recent bank statement then on file. We found that all moneys in the

revolving fund were accounted for. However, without prompt reconciliation of the account,

the Department cannot be assured that funds in the account are properly accounted for. In

addition, without prompt reconciliation, the Department has less assurance that sufficient

funds are in the account and is at greater risk of overdrawing it. In fact, the account became

overdrawn on July 21, 1998, and was closed until August 25, 1998, when it was reopened.

We also reviewed the checkbook register for the revolving Hind bank account for the

period from March 20, 1998, through October 30, 1998, including the voided checks that

were attached to the register. We found that one of the six voided checks shown on the

register had not been retained. Thus, the Department did not follow fully the

recommendation of our previous report to retain all voided checks.

RECOMMENDATION

To make certain that it has adequate internal controls over its revolving fund and manages

City moneys properly, the Commission on the Status of Women needs to:

• Reconcile its revolving fund monthly and retain all voided checks as recommended in

our audit report of December 22, 1997.

We conducted this audit according to generally accepted government auditing standards.

We limited our review to those areas specified in the audit scope section of this report.
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Staff: Samuel D. Cochran, Chief Auditor

Mark A. Tipton

Symone Bowman

CONTROLLER’S AUDITS DIVISION 29





APPENDIX
SCOPE AND METHODOLOGY

The purpose of the audit was to assess the performance of the Commission on the Status of

Women (Department) by evaluating its management controls, its measurement of its own
performance and that of its grant recipients, and some of its key functions. To determine

the Department’s mission and mandated duties, we reviewed applicable provisions of the

Charter and Administrative Code. To assess management controls, we interviewed the

executive director and reviewed departmental documents and files including annual

reports, annual plans, policies and procedures, and employee work plans. We reviewed and

assessed the Department’s performance measures as presented in the City budget for the

last three years and reviewed fiscal year 1998-99 performance measures of selected

Department grantees as described below.

To review the Department’s Violence Against Women Program, we assessed the

Department’s procedures for selecting grantees and establishing grant agreements, tested

the Department’s monitoring of fiscal year 1997-98 grantee reporting of financial status

and service results, and performed detailed testing of service reports and invoices

submitted by selected grantees. We judgmentally selected 4 grantees that represented both

large and small grant amounts and different types of services. This sample was 21 percent

of the program’s 19 grantees in fiscal year 1998-99. For these 4 grantees, we tested

selected quantitative service results from reports for the first quarter of fiscal year 1998-99.

For the same quarter, we tested 7 randomly selected invoices from 5 (26 percent) of the 19

grantees. In addition, we reviewed the fiscal year 1 998-99 grant plans of 4 grantees to

assess the grantees’ performance measures.

We tested the Department’s files of employment discrimination information that was

required to be reported to the Department by other City departments for fiscal year 1997-

98. We determined how many of the required reports were on file, and interviewed

Department staff about the extent to which the Department has solicited and acted on these

reports. We also reviewed City requirements for the reporting of employment

discrimination complaints to identify potential changes in the reporting process to make it

more efficient.

We assessed the internal controls over the Department’s accounts payable process and

found them adequate. We also tested for timeliness and accuracy a sample of 34 payments

to grantees and vendors from July 1997 through October 1998. Finally, we reviewed the

status of the Department’s $100 revolving fund as of December 4, 1998, and assessed

whether the Department had complied with the recommendations of our December 1997

audit report concerning the fund.

In performing the audit, we interviewed three commissioners of the Commission on the

Status of Women, and the Department’s executive director and other staff to understand the

operations of the Department and to solicit any concerns or areas of interest for this audit.
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for this audit. As part of our tests of grantee invoices and quarterly service reports, we

spoke with staff of five of the organizations that receive Department grants to understand

how they prepared their invoices and service reports. While meeting with these grantees to

perform our testwork, we also discussed with some of them their progress in using

performance measures—some of which has been in response to requirements imposed by

other funding sources—and how the nature of the services they provide and circumstances

in which they operate pose challenges to establishing and using outcome-oriented

measures. In addition, we participated in a meeting on performance measures held by the

Department to which all the Department’s grantees were invited.
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RESPONSE TO THE AUDIT

COMMISSION ON THE STATUS OF WOMEN
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C City & County of San Francisco T T T
ommission on the Otatus of Wc

25 Van Ness, Room 130, San Francisco, CA 94102

omen
(415) 252-2570 FAX (415) 252-2575

Sonia Melara, Executive Director

August 26, 1999

Ed Harrington, Controller

City Hall

1 Dr. Carlton B. Goodlett Place, Room 388

San Francisco, CA 94102-4694

Dear Ed,

Attached you will find the Commission on the Status ofWomen response to the audit

report. I want to thank you and your staff, especially Mark Tipton, for the extensive

work dedicated to developing a comprehensive report. Mark’s work in helping to

develop performance measures for our department -and grantees has been invaluable. The

recommendations outlined in the report will be used to help us further develop our

department and strategic direction.

I have tried to respond to the most important areas and hope that my suggestions for

future audits are helpful as well. I know that there is never enough time or staff to

accomplish all that needs to be accomplished. However, I hope that you are able to

conduct as many departmental audits as possible and in the process develop a set of

standards that will help us all.

Once again, thank you. If you have any questions, do not hesitate to call.

Very Truly ^xiurs,

a—
Executive Director

/Soma Melara—
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COMMISSION ON THE STATUS OF WOMEN
AUDIT RESPONSE

Introduction

As outlined in this report, the Commission on the Status of Women did not become a

City department until November 1994. The present Executive Director was hired at the

same time. At that time, the Commission had a total of four full-time equivalent

positions. Since then, the Commission responsibilities have increased and gradually staff

positions have been added to meet the demand of some of these responsibilities. The
observations outlined in this audit report reflect 1) the organization’s fairly new status,

2) the organization’s lack of resources over time, and 3) the lack of uniformity and

standards that has existed in the City. Nonetheless, the recommendations outlined are an

excellent blue print for future strategic direction.

Most observations and recommendations outlined in this report regarding the department

and the Violence Against Women Grant Programs have not been a standard for City

departments. However, most recommendations were initiated during the audit, often with

technical assistance from the auditor. The majority of those recommendations were

implemented not only prior to our receipt of the audit report, but prior to the completion

of the audit itself.

The Commission on the Status of Women Has Appropriate Goals and
Management Controls

Considering the new status of the department, initial emphasis was placed on developing

the structural needs of the department. Although the Commission became an “official”

department and was expected to fulfill all responsibilities associated with this status, the

resources did not immediately grow to meet this demand. Therefore, the Executive

Director fulfilled the responsibilities for Budget/Accounting, Personnel Officer and any

other area not covered by the rest of the staff. There was one person responsible for all

programs funded and Violence Against Women Policy, one person as Commission

Secretary/Receptionist/Director’s Assistant/General Office Support, and one other person

was responsible for all issues under Employment, including the implementation of the

City’s Sexual Harassment Prevention guidelines and training. Thereafter, additional

positions have been added to our present 7.84 full-time equivalent positions. In sum, the

organization has been in continuous development since it became a permanent

department.

The audit, while including recommendations for the department, unfortunately does not

address the relationship between resources, responsibilities and outcomes. This is in

direct relation to a lack of standards established by the City. Staff increases for this

department have been in direct response to new programs/initiatives developed.

Compared to other departments with similar responsibility (contract administration), this

department has historically been understaffed in several areas and, to further complicate
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matters, one critical position with responsibility for our employment mandate has, for the

last year, been on leave. At this time, vve have one half time equivalent staffwho is

responsible for all employment-related matters. Presently, she is assigned 50% of her

time to work on CEDAW. Therefore, the department decided to give priority to some of

the tasks and not others. Tasks that do not require an immediate response, such as the

tracking of City reports on discrimination complaints, have been delayed or not

accomplished, while others have been given a higher priority (such as responding to

individual concerns by members of the public).

Recommendation Implementation Response

While the department technically did not produce a “three-year strategic plan” to be

sent to the Mayor and the Board of Supervisors in FY 1998-99, COSW had produced

a three-year plan in 1995 (before it was required by the Administrative Code).

Thereafter, the department produced a yearly plan, which outlined the ongoing

responsibilities and progress, as well as new initiatives that require long-term (1-5

years) development. In sum, the organization has always had a three-year strategic

plan albeit these plans were not sent to the Mayor and Board of Supervisors. COSW
commissioners and staff will hold our annual strategic planning meeting in November
1999. At that time, we will develop a clearly outlined three-year plan which will be

sent to the Mayor and Board of Supervisors by January 2000.

The Commission sent a mid-year report to the Mayor and Board of Supervisors in

February 1999 This report covered July to December 1998 departmental

accomplishments.

The Commission Should Improve Its System ofPerformance Measures

We agree that both department and program performance measures must be improved to

reflect desired outcomes. This department has had four Budget Analysts in the course of

five budget processes. The budget preparation process has changed every year since the

present Executive Director arrived. The standards used to request proposed budgets and

report on prior outcomes have also changed every year. While the process has become

more functional, this department has never been informed that the performance measures

submitted were not appropriate. It has been very clear to the department, that based on

our mission we just reported numbers. However, since these numbers and performance

measures were accepted by the budget analysts reviewing the budget, we believed we
were following an acceptable, previously established model. Until this year, no real City

standard existed or was communicated regarding performance measures for the

department or its programs.

This year (FY 1999-2000), with the assistance of the Controller’s office, we have begun

the process for implementing performance outcome measures both for the department

and the funded programs. However, in the process, we have discovered some challenges.

The department deals with social problems, and solutions are not easily predictable or
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measurable. Therefore, it has been difficult to develop performance measures that are

both meaningful and clearly delineate all the activities required to meet our goals.

Further, these performance measures continue to be developed with little understanding

of resources and budget. For instance, as in previous years, the performance measures

were developed prior to the budget being fully approved. Consequently, as it has

happened previously, some of the performance measures were included in the budget

with the understanding of that funding would be available. Yet, in the end funding

wasn’t available. The more clearly defined the performance measures become, the less

likely they are to reflect the entire set of responsibilities and tasks required. Further, this

“requirement” has been difficult to accept for many funded programs, as we are requiring

performance outcomes not required by other City departments. Hence, it looks as ifwe
are placing an additional burden on them not required by the City. The longer a program

has been funded by the City, the more difficult it seems for them to adapt to this “new”

requirement. Hence, making these standards uniform throughout the City should be a

priority.

Recommendations Implementation Response

The department has included performance outcome measures in its 1999-2000

budget. These performance measures will.be used to report on our budget results for

next year’s budget request.

The instructions for preparing grant plans have been revised to include the newly

established outcome-oriented performance measures for the VAW Grant Program.

The department, assisted by the this report’s auditor, worked with grantees to develop

standardized performance measures for all violence against women service areas.

Performance measures and target percentages are included in Fiscal Year 1999-2000

grant plans and progress reports.

COSWShould Strengthen Its Proceduresfor Selecting and Monitoring

Grantees

Monitoring

Again, as stated above, there has been no standard developed by the City that outlines

how programs should be monitored. Staff resources have determined to a large extent the

depth and careful monitoring of reporting and program efficiency in our department.

However, the present focus on outcome measures will provide a more clear direction for

the monitoring process. Several of the recommendations outlined have already been

implemented.

Development of Performance Measures

In the past, COSW-funded programs exclusively provided emergency services (crisis

lines, emergency shelters, and advocacy assistance). As a result, performance

measurement was limited to quantitative measures (number of calls, bed nights in shelter.
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orders of protection, etc.) Now that we have begun funding new areas, such as

intervention, prevention, and transitional programs, which emphasize long-term solutions

for changing patterns of victimization, we are developing new ways to measure the way

in which program goals are met.

Historically, funding to violence against women programs was allocated by the City to

strengthen the infrastructure of the agencies providing the services. Funding was

provided for general operation support to assist funded agencies to leverage significantly

larger grants from the federal and state government. Additionally, in most cases the City

does not fund a majority of the organizations’ budgets. Also, in 1996/97, the department

instituted a policy that COSW funding to agencies not exceed 25-30% of their total

budget. Today, most agencies reflect this policy. As we fund specific programmatic

initiatives, outcome performance measures will become easier to implement. As a

funding source, however, we must insure that our request for outcome performance

measures directly reflects the City’s budget allocation.

Recommendation Implementation Response

A process to adequately document Funding Committee analysis and

recommendations has been incorporated into the selection process, and will be

implemented during the next funding cycle.

As the FY 1998-99 Log of Reports indicates, more reports are submitted on time, and

fewer reports are submitted late. We have revised our Program Requirements as

follows: “Invoices cannot be processed if reports (including audit reports) are past

due on the 5
th
day of the month.”

We plan to hold a grantee training meeting at the beginning of every funding cycle to

discuss the importance of grantees maintaining adequate supporting documentation

for their invoices and quarterly service reports, to provide guidance regarding how to

meet city standards for documentation while protecting client confidentiality, and to

answer grantee questions. Later in the fiscal year we plan to conduct a series of site

visits which will include “spot checks” of documentation.

We have revised our Program Requirements as follows: “Grantees are also required

to submit any management letters that may be prepared by the independent auditors.

Deadline for Annual Financial Audit: 120 days after end of grantee fiscal year.”

Performance Measures have been established for all service areas included in grant

agreements and in grantee quarterly reports.

Any requirement that was not outlined in the original grant agreement at the

beginning of the funding cycle will be provided in a letter by October 1999.
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The Commission has Inadequately Collected and Other Departments have
Inadequately Reported Employment Discrimination Complaints

The Commission’s priorities and staff resources have resulted in the delay of this task.

For some time, the department has considered the need to change the entire process for

reporting. However, we have had one staff position (responsible for employment-related

matters) on leave for almost a year. Therefore, we have been unable to perform record

keeping and enforcement activities. Recently, CEDAW has determined that this is a

priority and that the process must be revised.

Recommendation Implementation Response

The department plans to ask the City Attorney to change the present process and

requirements. Present Gender Analysis being conducted under CEDAW will

determine, by the end of the calendar year, the type of reporting needed.

The Commission Should Better Accountfor the Money in Its Revolving

Fund

The department has accounted for the money in its revolving fund. According to this

report the department accounted for its money through the reconciliation conducted

during this audit. However, the department failed to implement and follow previously

required policy. Once again, this is due to staffing shortage. Considering the amount of

funds involved, while insuring accountability, this became a low priority. Furthermore,

the Treasurer’s Office implemented a policy to have all bank statements go directly to the

Treasurer’s office instead of to the department, as had previously been the practice.

Therefore, the account was closed twice due to the department’s inability to receive the

statements from the Treasurer’s office in a timely manner.

Recommendation Implementation Response

This account is presently inactive.

Conclusion

The Commission welcomes the review and recommendations provided by the audit

conducted by the Controller’s Office. Many of these recommendations would be

beneficial for all City departments, as it has been our experience that most departments

do not have similar standards. Several of the points raised are based on the most

desirable format and/or results rather than on previously established City guidelines or

standards. Further, it would be helpful to measure COSW’s performance against other

departments responsible for meeting similar objectives with similar resources.
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The City needs to insure all departments have the same understanding. Although the

Administrative Code outlines requirements, it does not outline the “how to”. Therefore,

many of the practices in this and other City departments are based on past practices or

basic/limited information gathered from those who seem to know. Current management

controls were developed based on the Director’s past experience in the private sector.

The recommendations outlined in this report should become a part of a manual that is

distributed to all departments in the City.

This audit prompted the department to move forward quickly with insuring compliance

with City procedures and requirements as outlined in the Administrative Code. Most

importantly, we have begun to develop consistent, meaningful, outcome-oriented

performance measures for our department and grantees. In fact, our grant program

administrator has been invited to share our process in developing and instituting grantee

performance measures with other grant-making city departments.

Finally, we appreciate the audit’s thorough and extensive examination of the Commission

on the Status of Women’s departmental and programmatic processes, and we are grateful

for the opportunity to implement its excellent recommendations. We look forward to

continued improvement - and we trust that we can rely on the Controller’s Office for

assistance and guidance in accomplishing our -performance goals.
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cc: Mayor

Board of Supervisors

City Attorney

Civil Grand Jury

Department of Human Resources

Budget Analyst

KPMG LLP
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